The article discusses proposed standards for Polish research libraries evaluation. At the beginning, the authors present the situation of research libraries in Poland. They write about the effects of the social-political transformation in the 90s, present selected statistical data, and describe the progress in computerisation. The following part of the article relates to the currently applied in Poland standards of library evaluation. Discussed are e.g. the presently applied tools for data collection and analysis. The last part includes proposed methods for the preparation of standards and assessments for Polish research libraries.
Introduction
The article presents some reflection on the preparatory work on methods for the Polish research libraries evaluation and to discuss the current state of affairs in the preparation of countrywide uniform standards. As LIRN readers might not be familiar with Polish libraries issues, we have decided to precede the main text with some background data. Due to obvious limitations, only research libraries have been put under scrutiny. However, it should be noted that library and information services are also provided by a large number of public (in 2001 there were 8849 public libraries), school, pedagogical and many other libraries. The year 1989 has been adopted as the turning point being the time of the introduction of the political changes in the wake of which Poland has become a fully democratic country. A short presentation of libraries prior to that date is also included. In subsequent parts of the article we examine the current situation in relation to the issues of library statistics and the developments in the preparation of performance indicators. A specially prepared computer program of collecting quantitative and qualitative data is described in detail.
Finally, new proposals for working out effective evaluation methods, tools for libraries and countrywide adopted standards, which should be regarded as a contribution to the discussion on further studies and, possibly, an invitation to a cooperation with libraries of other countries, are presented and discussed.
The political and social changes of 1989 that brought down the undemocratic governments and the economic transformations they induced presented for the libraries a major revolution in itself. When we overlap this with the transformations stimulated by automation, it is plain to see how much had to be, and in fact was, changed (Kniffel, 2001 ; Modern Libraries and Librarianship in Poland, 1995) .
The Library Act of 1997 determines that the group of research libraries [ Table 1 ] is composed of the National Library, university libraries, libraries of research and development units, selected public libraries and other. A few public research libraries play an important role in the system because of the status of their holdings and the number of serviced patrons. This group of 12 (as of 31.12.2002) public libraries includes as many as 10 which also serve as municipal libraries and which, along with the service they render to the local community, provide essential guidance to public libraries comprising a library network within a given province. There has been a rapid increase in the number of full-time and extra-mural students at universities since 1989. The number of students has tripled. A notable segment is formed by students of newly established non-state-owned, private universities and institutions of higher education, whose libraries are weak and underdeveloped. Servicing such a huge number of patrons with only a slightly increased number of staff required a change in the approach to the problem of the quality and effectiveness of work, its structural changes and the organization. This approach gave libraries a boost to encourage staff education and training. New opportunities of participating in projects such as TEMPUS, or the PULMAN network and chance to gain access to supporting funds from the Open Society Institute effected in beneficial changes.
The year 1989 may be regarded as a turning point in automation of research libraries (Research Libraries, 1999 The research work done so far focused only on selected library processes (Górny & Jazdon, 997; Górny & Jazdon & Nowak, 1999) . No complex statistical research has been carried out which would allow us to embark on detailed and penetrating comparative analysis of libraries of a certain type in relation to other libraries of the same type in the country and abroad. The Task The research libraries in Poland have begun their work on creating a comparative platform which would be used by chief librarians. It would be useful for vice-chancellors of universities and the financing bodies to universities or public libraries, e.g. the Ministry of National Education and Sport or the Ministry of Culture as well as Polish and international university accreditation commissions. The preliminary work was already taken up during a few conferences. The aim was to interest the academic community in the project and to set up the Group, which would work out a database of the indicators enabling the proper assessment of a library or a group of libraries of a certain type.
In the first place, the Group worked out a questionnaire for comparative studies. It was based on the questionnaire prepared for the Cracow conference and on another implemented within the TEMPUS JEP project 13242-98 "Development of Library Management as a Part of the University Total Quality Management". The working out of the questionnaire required much consultation and comparative study with the available literature of the subject and with the standards in operation in other countries (Abbott 1994) ; (Blixrud, 2001) ; (Cullen & Calvert, 1995) ; (Kokkonen, 1996) ; (Poll, 2001) ; The Effective Academic Library, (1995); Guidelines for College Libraries, (1995) . We tried to select questions in such a way that the answers to them would require information that would be easily accessible and calculable as well as more or less uniform for all of the libraries. The data which have not appeared in the questionnaires of the Main Statistical Office but have been included in our questionnaire include all the data on the utilization of electronic sources, remote access to library services, costs of purchase of electronic resources, costs of automation and their share in the library budget.
Moreover, the differences in functions of libraries (academic, public) and the organizational structures of research libraries needed to be taken into consideration. Another problem that emerged had to do with faculty libraries of a university, which reported either to the central library or to relevant faculties. To avoid this, we decided to collect data pertaining exclusively to central libraries. Still another problem was to establish a group of users to which the selected indicators were applicable. We do not have anything comparable to the indicator described in other countries as the FTE student model. For the purpose of the present inquiry and prospective further studies the working procedure has been adopted. Calculation of the above mentioned indicators is made in relation to the general number of users (in the case of academic libraries, it is the total number of students and the employees of a university), plus additionally, the number of students and the number of full-time students. To dismiss any doubt, each of the questions that might be doubtful is accompanied with a suitable explanatory footnote or even with a suitable formula to be used.
Another task the Group was charged with was the preparation of a computer program that would tackle the collection and the analysis of the data from the questionnaires once they had been filled Refereed article --module for librarians to retrieve from and upload data to the on-line questionnaire (electronic version of the above described questionnaire) module for the statistical analysis.
The web-site has direct links to the information on the project, instruction of use, questionnaires, results of previous studies and useful links to other sites dealing with standardization, performance indicators and library statistics. The instruction covers such major steps as registration of a library and the description of the work with questionnaires (how to fill them in, authorization, and data analysis). The site also includes closing dates for handing in the questionnaires for a given year. The page labelled "Results of the Study" will include the collective analyses of data from all of the libraries involved in the project and will be presented in numbers and in charts according to adopted criteria.
The database is designed to incorporate and register the data from the questionnaires. It has been given a dynamic form, i.e. the administrator is in position to change, add or delete any fields corresponding to the questions from the questionnaire at any time. Moreover, with every instance of activating the database, a suitable questionnaire will be automatically displayed e.g., the questionnaire for public libraries will not include questions and indicators pertaining to students, etc. Additionally, the database has built-in mathematic formulae which control and verify automatically the accuracy of the filled-in fields, and formulae to calculate selected performance indicators.
The administrator's module will serve to register libraries and persons entitled to transmit data and work out collective analyses. The registration will include sending a form to the administrator with the following data: name and type of the library, university status (state-owned, non state-owned), name, telephone number, e-mail and suggested username.
Another module will be designed for individual work (within a single library). The highest authority will be that of a director who will be in position to fill in the questionnaire, modify the data, send data to the database and, finally, authorize them. Upon the authorization of the questionnaire by the director, the performance indicators, which are not present in the questionnaire, will be automatically calculated and displayed. The director may delegate powers to appointed library employees who will be entitled to fill in certain segments of the questionnaire themselves. There will also be a possibility to produce multifaceted analysis of the data according to various adopted criteria, for example, according to selected timeframe or during selected longer periods.
The last module, the most important from the perspective of further studies, will be used by the Group exclusively. It will serve as a tool to carry out collective analyses based on the data and the performance indicators from all of the libraries. The analyses will be made through a preliminary selection of the types of libraries, a given year or a timeframe, type of the chart or the results of the calculated data (arithmetic average number, median, maximal value, minimal value). The next choice will be that of a category of the data or indicators and their combinations.
The above-described computer program for collecting and presenting statistical data and performance indicators is designed to suffice for a several year study aimed at establishing a procedure for Polish library evaluation and at preparing a set of standards applicable to these libraries.
While preparing the project, some provisions and basic assumptions had to be put forward: 1) Introduction of a division of information sources into those of national heritage and cultural importance and those satisfying everyday information needs. The National Heritage Repository should not be submitted to appraisal and standards normally applied to the operational repository. It does not mean, however, that no norms should be established for the Repository, but that they ought to be agreed on matters concerning its safe storage and the way it should be made available to the general public.
2) The division of the library viewed as an institution into: -information resources (books, periodicals, other sources of information -as regards their content and not medium, the number of volumes, technical conditions of making them available, etc.), -organizational and technological infrastructure (everything that deals with the organization and the technical facilities needed to fulfil the regulation of processes of acquisition, preparation of material, storage and circulation), -auxiliary base (maintenance staff and equipment needed for making proper functioning of a library)
This division ensues from a very distinct line between the content of the source of information and the infrastructure needed for providing the service. The same contents can be made available through different organizational and technological platforms. All the librarian needs to be able to determine is to establish what kind of information the user needs and then simply retrieve it. But the character of the infrastructure used for retrieving this information is entirely in their hands. However, it is the knowledge, expertise and professional skills of the librarian that will decide on the costs of the process of the retrieval of information, its duration, comfort and ease of its distribution, its format, etc.
3) Methods of formulating library tasks. It has been assumed that they are formulated according to the following pattern: Who <Recipient> (group of users characterized by appropriate attributes) will be given access to What resources (characteristics of resources) and, finally, on What conditions (characteristics of conditions)?
Obviously, there are no strict rules determining what should be included in all of the three elements of the pattern. However, any task the library is facing should reflect this general pattern. By the recipient, we mean distinguishable groups of users differentiated by their information needs, abilities in making use of the library infrastructure and so on. At this point, the library can also determine how many users it is in position to service properly. The label "To what resources" is only the authentic appraisal of the capabilities of the library. For instance, due to financial constraints, only a selected group of users is allowed to have access to certain sources of information, while other groups are not. Having evaluated accurately its financial possibilities, the library can correctly determine whether it is in position to facilitate access to articles in the document delivery service system only to research and academic staff of its university. The last element, "On what conditions" may refer to the duration of processing an order, the access time to the source, the sum the library cannot exceed while purchasing sources, etc. Specification of the conditions of making a source available (always for a given group of users and for a given group of resources) makes the library aware of the need for constant performance measurement and prevents it from being vulnerable to, not always justified, demands on users.
Library evaluation -proposals
The library evaluation has multiple significance. For the superior authorities, it is a direct measure of the usefulness of the library and its functioning. For the management of the library, it helps in pinpointing problem areas. In both cases though, the evaluation has a diagnostic significance. Modern libraries are very diversified when it comes to the type of service they provide and the way they function. This naturally hampers any attempt at making any general evaluation. The fact that libraries are non-profit institutions makes the situation even more complicated. Otherwise, the gained profit could be an easily applicable and very transparent criterion to be adopted in the evaluation. How should then the evaluation elements be constructed? Apparently, the most important evaluation element is the one given by its users. A student satisfaction survey is, however, relatively expensive and time-consuming. To some degree, the analysis of the level of the use of resources can replace the satisfaction survey. Moreover, the results presented in it give a lot of information on the real use of the library and are not only a set of opinions on the functioning of the library. Perhaps the best possible solution would be to employ both study techniques simultaneously.
Therefore, the level of the use of resources (M1) has been adopted as the main indicator in the evaluation. However, immediately two problems arise -how to measure the use of the resources and how to interpret the results of such measurements? Everything that the library can give access to is regarded as information resources (including items that come from other sources, like interlibrary loans, access to commercial full-text databases and electronic journals, document delivery service etc.). The library can potentially meet some of the needs in information services in relation to access to the mentioned resources in a given time. A special algorithm can be used to calculate the number. Knowing the real number of the "information transactions" and comparing it to the number of potential instances of "information transactions", we can determine the actual use of the resources and then make the evaluation against the assumed scale of preference.
Another measure unit employed (M2), with auxiliary and verifying character, especially in the case of heavy use of the resources, is the number of information services transactions in relation to the number of registered (or potential) users. This unit of measure is based on the assumption that the average number of services used by the user apportioned to a given category is approximately known. If the substantial majority of the information users reach the average value, it means that it is highly improbable that information needs which are not satisfied do exist.
Auxiliary measure unit (M3) may be the number of information demands (as opposed to needs i.e., for example, a presented call slip requested for certain items which are otherwise available in the system), which have not been responded to in relation to the total number of information demands.
The most difficult problem to be solved is to work out the definition of services and information demands in such a way that it would be possible to construct easily applicable indicators based on them. It seems proper to assume such elements like transaction of loan, the number of hours spent by the users in reading rooms and catalogue rooms and the number of log-ins to the library systems as information service transactions. To compare such types of service, a standard unit any given service can be converted to has to be introduced.
Standards -proposals
The attempt at working out and subsequent application of the standards is designed to: a) make the library develop its information resources and technological and organizational platforms so that individual user groups can have a certain minimum access level to relevant information resources. Generally speaking, what is meant is a certain quality level of information services. b) assist the library in the realisation of the statutory tasks through localizing the socalled critical points and determining suitable standards for them. There are at least three categories of norms. The first category is the group of standards connected with the quality of the end-product. It is fairly easy to indicate a product which may be regulated by norms. It is much more difficult to determine a product that should be standardised. Introduction of detailed norms which would apply to each and every type of service could, however, successfully prevent any library form effective managing. Therefore, only some of the services should be selected.
The second category of norms should deal with the key elements of the library process. They should, being a sufficient safeguard of quality of provided services, play the role of instruments controlling the functioning of the system. The norms, whose principal task is to improve the functioning of the system, must regulate those processes which may have the biggest influence. These norms are purely technical and inform us how to initiate and use a given process.
The third category of norms is of auxiliary character. These standards may apply to particular departments in the library or to library processes. They determine the size of the resources to be involved in a facilitation of a given process taking into consideration given conditions. What has to be done then is to work out a series of norms dividing them into those of: quality, technology and support in providing access to sources and in service and costs involved. As far as quality norms are concerned, the most important for the user are probably the following two parameters: access to the largest number of significant sources of information and the shortest time of retrieving them. Thus, the standards, when introduced, should make these characteristic features of the information transaction permanent -a certain required level of completeness and acceptable average time to process a request (at least, not exceeding given values).
Within the quality standard groups the following standards have been differentiated: 1) Standards pertaining to information resources a/ the need to obtain complete metadata for the serviced discipline at the level approaching 100 per cent, or the highest level possible. b/ access to not less than 20 % of the sources from a given discipline, with the careful selection of those most important, and access to complete information and assistance with the most favourable selection and choice of sources. Full information on the metadata will allow the user to evaluate the literature on a given subject in a given sphere of learning, and adopt a suitable strategy on how to proceed in order to retrieve the information needed. c/ access to at least 20 % of the information sources from a given discipline reported by the information users (no assessment, the only criterion being the user's need for the source).
Standards "b" and "c" result from the distribution rule 20/80 stating that about 20 % of the sources satisfies about 80 % of the needs.
Separate indicators should be prepared for individual discipline or groups of disciplines. These indicators should then be updated with the passing time (every second or third year at the best). The form of the indicator is the canon of books for a field of study for a given period of time. Alternatively, a simplified indicator can also be adopted, i.e. the approximate number of titles. It is necessary, however, to work out rules for constructing the canon for a given discipline and rules telling how to make use of it. An even simpler method would be to state a minimal sum for acquisition of sources of information, for example, per user. But the decision as to the amount of that sum requires knowledge on the literature in a given discipline. Of course, this may counteract the decrease in the amount of funds apportioned to acquisition, but it does not force a library to rationalise purchases. The attractiveness of the indicator results entirely from its simplicity which is, apparently, its sole advantage.
2) Quality standards for the organizational and technological platform a/ maximum and average time to process a request within information services (loan processing, time needed for access to a terminal on the premises of the library, time needed for a getting a seat in a reading room), b/ acceptable percentage of non-processed orders (for sources that are declared to be accessible in the system, for example, those that are recorded in the catalogue), c/ maximum and average time of the preparation of a source for being made available.
Finally, the technological norms should regulate the key processes determining how they will be facilitated and regulated. It should determine which processes are critical and a suitable plan of procedures dealing with them should be worked out. For example, there is only a slight chance for a mistake which would eliminate access to a source to be made in the preparation process. Acquisition is a process in which cardinal errors and ensuing complications are possible, e.g. selection of an inaccurate source, purchasing the right source involving too much cost, or unnecessary doubling of the source, prolonged process of source acquisition.
Auxiliary standards pertaining to access to resources and the service of the resources are to help the management of the library plan further functioning of the library. However, they should not be considered to be binding. Below we enumerate only some examples of standards which are of some interest to managing staff of the library: a) the number of seats in reading rooms in relation to the size of the resources in printed form and to the number of users b) the loan time in relation to the number of users and to the size of the resources in printed form c) the number of volumes in relation to the number of users d) the number of access hours to terminals on the premises of the university in relation to the number of users and the size of the electronic resources e) the number of posts in acquisition departments, library preparation division, and stockroom in relation to the type of material (printed, electronic, possessed by the library, from outside of the library) and to the size of the resources,
The indicators should be worked out in the form of algorithms that would enable calculations of the value of the indicator for a given set of conditions. The indicators pertaining to costs can also have a provisional character. They can be worked out on the basis of averaged data obtained from libraries in Poland and abroad. The data should be comparable. It is important to establish in which point of the system measurements are taken and what is a possible form of the indicator.
Conclusions and plans for the future
The decade of the 1990s was the time of radical change for Polish libraries and intensive work with the implementation of library systems. In parallel, organizational structures underwent reorganisation and co-operation was being developed in making joint access to electronic sources available. All these changes and the specific financial situation as well as the guiding principles of focusing on the user made the discussion on performance and the improvement of the quality of service in libraries a topical subject. Incidentally, these discussions took place in fairly favourable conditions for the formation of the procedures for the evaluation of the institutions of higher education in Poland. For example, extra funding from the budget of the state according to a specified algorithm which took into consideration library services, or the emergence of the State Accreditation Commission. However, the adopted criteria and the algorithms given are very general and vague, sometimes even misleading. Thus, the library community has initiated works targeted at working out reliable methods of evaluation of libraries and the selected standards in their functioning applicable to all Polish libraries.
The Task Group for Standardization has assumed the following parallel channels of continuous work, targeting at: 1) carrying out a several-year comparative study on research and scientific libraries based of the above-described computer program. The study will allow us to draw conclusions on performance indicators over a considerable period of time and to make an attempt to work out advisable standards applicable in the country.
2)
conducting baseline studies whose aim is to work out practicable methods in library evaluation that would be helpful for managements of libraries and the superior authorities alike.
The results of the study will also have a beneficial influence on Polish libraries, which will have to comply with the standards currently in force in member countries of the EU. All the work carried by the Group is done in relation to the results of similar studies in other countries and to international standards. The authors wish to express their hope that a closer co-operation with similar task groups in other countries may follow in immediate future within joint projects both in library statistics and performance evaluation studies.
